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The strategic states model developed 
by Pehrsson (1995b, 1996) helps us to 
describe the strategic development of 
every company and its current strategic 
state, together with the future alterna-
tives. Within this model, the company’s 
environment is reflected by the number 
of segments taken into consideration 
on the market. The penetration degree 
and the adaptation degree of the tar-
geted segment decide the sensibility to 
the price variations and the possibilities 
to adapt to the changes within the 
competition and other environment 
fluctuations. We have used this model 
within this article for the mobile tele-
communications from Romania, thus 
creating the premises of some conclu-
sions regarding the specific of this in-
dustry. The model is suited for the 
competition classification, on one hand 
and, on for identifying the business 
strategies that the companies follow, the other hand. 
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The current strategy on a market can make use of the
strategic states model proposed by Pehrsson (2001). In
this model are included the dimensions of the segment
penetration and the segment adaptation form a matrix in
which the company follows a certain business strategy
(divergence, concentration, standardization and adapta-
tion). Every business strategy underlines a specific edge
or a combination of edges for the market competition.   
The efficiency of a business strategy is measured by the
performance indicators. We consider that the financial
measures (such as the profitability measures) and the
operational measures (technological efficiency within the
business performance field) are the most suitable to
measure the performance when we apply the strategic
states model.   
1. THE REFERENCE FIELD 
The usage of this model is the same as the usage of the
strategic group concept which results in maps of the
companies that compete one against the others. To
create maps of the competitors’ groups, Porter (1980)
suggests a number of useful principles. Firstly, the best
variables used as key dimensions are those that
determine the key mobility barriers from the industry. The
mobility barriers block the companies’ movement from a
strategic state to another. The strategic groups represent
different levels of barriers that offer higher advantages to
some enterprises. 
Secondly, the selection of the variables on the axis that are
not too much alike is very important to create the maps of
the competition groups. For instance, if all the companies
w i t h  a  s t r o n g  d i f e r e n c i a t i o n  o f  t h e  p r o d u c t s  h a v e  l a r g e
production lines, then the two variables shouldn’t serve
together as axis on the map. Moreover, the variables
should be selected so as to reflect the diversity of the
strategic combinations from the industry. The third
principle of Porter is that an industry can be indroduced in
a map, several times, using combinations of the strategic
dimensions. 
Within the strategic states model of Pehrsson (2001), the
amplitude of a company’s market or any other
organizational unity is specified throughout the number of
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Why do companies open to promoting cultural diversity in 
the composition of teams? The answer would be because 
the EIM, i.e. the one whose members belong to several 
national cultures, more than two, is the most important 
organizational form currently existing, which provides the 
most efficient use of technological resources, knowledge, 
competencies and creativity of people from various 
cultures (Bibu&Brancu,2008). EIM thus contributes to 
obtaining performance, being capable to make better 
decisions and to produce remarkable results.  
An effective segmentation procedure results in parts of a 
market that can be identified and measured. The 
segments should be large enough in terms of achieved 
volume of clients and potential profitability for the 
companies that enter on these segments. Equally, the 
segments have to be accessible to the penetration and 
defended against the competition 
Once the market segments have been identified, they 
have to be described. A segment can be described either 
by the consumers’ demand caracteristics or the 
consumers’ demographic caracteristics from the segments. 
Within the strategic states model, an offer is characterized 
throughout its adaptation degree to the segment. Within 
this dimension, the development can show a growing 
standardization or adaptation towards the consumers’ 
desires from the segments. When it comes to offer, it can 
be made of physical products or services.  The adaptation 
generally means an important adjustment of the basic 
product’s program, from market to market, so as to be 
brought to the same line with the consumers’ different 
needs. The basic product program can be the one used 
within the current market or developed after taking into 
consideration the needs and situations from the unknown 
markets.   
Thus, the dependence from the market segments and the 
degree of adaptation are dimensions in the strategic 
states model, defining a company’s sensibility to price 
variations and its ability to respond to the changes in 
competition or environment. Thus, the liberty of action of a 
company varies according to the two dimensions of the 
model. At every point in time, the liberty of action is 
decided by the structure of the company’s strategic state.  
Using the dimensions of the model from the figure 1, the 
definition of four extreme states is possible (A - D). The 
type of competition is completely different within these 
four strategic states. This means liberty of action. The 
most efficient business strategies to reach a high 
performance vary from one state to another. 
The standardization of the products and their 
concentration throughout the penetration of a limited 
number of market and clients segments (State A), imply 
the fact that the rationalization and the right cost control 
are particulary important. Whereas the consumers don’t 
perceive important differences between the competing 
products, besides their price, the product standardization 
means the fact that the price represents a decesive 
competing factor. A high profitability demands that those 
clients from the few market segments ask for important 
volumes. 
The negociation power of the company could rise 
throughout a more divergent business strategy and an 
offer of some standardized products towards many 
market or clients segments without any dominance (State 
B). Having simple products and many clients means that 
the long term relationships with the clients are difficult to 
establish. These relationships favorise the development 
and underline the competitive advantages besides the 
price. It means that a company’s voulnerability to the price 
competition goes down. Moreover, the divergent 
strategies and the standardized products imply the fact 
that the cooperation with different types of providers is 
better than the existence of a vast contanct with the 
clients. The ability to take control of the distribution 
 
 
Figure 1. Pehrsson’s strategic states model (2001) 
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channels will have an important impact on the company’s 
performance.  
A higher adaptation degree of the products and services 
to the clients’ demands on izolated market segments 
makes possible the creation of an unique offer, so as the 
company is less dependent on price as a competitive 
edge. However, it still remains important keeping low 
prices, eventhough this can be difficult, taking into 
consideration the fact that the services and costs with the 
employees are generally larger than those with the 
standardized offers.  
If the products were very adapted to only a few market 
segments (State C), then high risks are implied. Firstly, the 
dependence of the segment means a reduced power of 
negociation. In this cse, the negociation for a higher price 
can be difficult, without taking into consideration the fact 
that the price doesn’t decide the choice of a provider by 
the client. Secondly, the payment problems, that the buyer 
has to endure, can have serious consequences on the 
company. This fact could be caused by the dependence 
and corresponding restrictions on the liberty of action. 
Thirdly, as the products are adapted to the very specific 
needs, these can not be very easy available to the clients 
from the other market segments.  
On the other hand, the adaptation makes possible the 
building of some long term relationships with the clients. 
Besides any other benefit, these relationships together 
with the client’s loyalty make possible the creation of the 
barriers for the competitors that threaten the enterprise 
with lower prices.  
The extensive adaptation for many market segments, 
each one needing different variants of product, represents 
the fourth and the last extreme strategic state (State D). 
Besides the fact that the chances to reach a higher 
performance are favourable on the long term, this state is 
exigente. At the same time, a higher degree of product 
adaptation makes difficult reaching scale effects in 
production and other functions. The high performance 
was possible, mainly throughout some significant orders 
and the exploitation of the learning effect.  
The next stage consists in establishing the competitive 
mix that will be used within market segments. This implies 
the focus on a certain competitive edge on the market. 
Albaum et al. (1994) say that all the elements of the 
marketing mix should be determined at the same time. In 
practice, some of them are firstly determined, providing 
the basis to determine the others.  
However the leading management has to drive and 
control the products’ decisions, depending on the 
marketing staff regarding the information, planification 
and implementation of the decisions regarding the offered 
products’ characteristics, of the product lines, brands and 
package. Albaum et al. think that the problems are very 
complex for an enterprise that operates on multiple 
foreign markets. The clients from different countries have 
varied needs, and the multinational decisions on the 
product characteristics are very complex 
The price decisions include the initial price establishment 
and also the periodical price change of the products. 
Frequently, the price decisions have to be made for 
different consumer classes, such as the industrial 
consumers and users, those that make the en detail sale 
or the providers, those that buy a licence, subsidiaries and 
joint-ventures. The problem of some differentiated prices 
is important, and the decisions have to be taken 
regardless of the price. 
The distribution structure for any market segment 
includes all the intermediate agencies and the institutions 
available at a certain time, their capacities and 
capabilities and, their geographical coverage. Albaum et 
al. affirms that, to develop the entrance, a company has to 
plan the transactions and physical product flow 
throughout distribution structures 
The communication represents the most important part of 
the marketing activities. The multi-markets 
communication is a multicultural communication. It is 
possible that some market segments to be similar from 
the cultural point of view.  
In our opinion, after the analysis of the study made by 
Pehrsson (1990), the competitors can be classified 
depending on the amplitude of their goal on the market 
and the degree of adaptation to the clients. The product 
quality and the price can be used as dimensions to 
identify the strategic groups.  
2. GOAL AND HYPOTHESIS  
Folowing the frame of the strategies within the emerging 
markets, we will try to analyse the strategies of the mobile 
telecommunications operators present on the market in 
Romania.  
The current study of the network operators is focusing on 
two types of barriers to entry: the legislation and the 
capital need. The main reason of omission of the other 
five types of barriers to entry is that the scale effects and 
the fixed costs are very difficult to be measured, needing 
detailed information on the companies. The product 
differentiation, the changing costs and the access to the 
distribution channels imply the evaluation of the 
relationships between operators and their clients, which is 
not the main point of this study 
The legislative matters are revealed throughout 
information about the relevant perceptions, including 
visions upon the role of the legislative powers within the 
telecommunications field from Romania. The capital 
needs are analysed in terms of investments in the 
construction of the construction.  
279Georgeta-Mădălina MEGHIŞAN 
Within this study, the theoretical construction of the 
strategic skills is measured by the degree of 
personalization and experience on the market. The 
information, regarding the pertinent relationships between 
the telecommunications operations and the original 
central business of the corporation, indicated the 
competence. The market experience is reflected by the 
time moment of entering on a certain market. The 
operators that entered the Romanian market between 
2002 are named „early entrants”, and those that entered 
the market after this year are named „late entrants”. The 
reason for choosing the year 2002 as point of separation 
is that this year meant the liberalization of the 
telecommunications market from Romania 
In appling the strategic states model, classifications of the 
competing operators are made, depending on the initial 
state specific to every operator. Thus, there are groups of 
identified strategies that the competing companies follow. 
The available strategies are: concentration/ 
standardization, divergence/ standardization, 
concentration/ adaptation şi divergence/ adaptation. 
The segment penetration in the year 2009 is expressed by 
the consumers’ types that every operator serves 
(companies or companies and clients). The adaptation 
degree of the segment in 2009 is manifested by the type 
of final producers (telephonie or larger communications 
services, including telephony), representing a variety of 
personalization degrees. 
3. THE STUDY’S METHODOLOGY  
In Romania, there were four mobile telecommunications 
companies that owned 3G licences: Vodafone, Orange, 
Cosmote – by the acquisition in June 2009 of the Zapp 
operator (Telemobil) that owned the 3G licence since 
October 2006 - and RCS&RDS at the end of the year 
2009.  
The participating companies offered annual reports, 
internal documents and newsletters. We have used these 
sources of information, added to the obtained information 
from interviews from journals and magazines, to make a 
compilation of the strategic profiles for every company. 
These profiles represented the basis to explore the 
models.  
Thus, a variety of information has been gathered from 
qualitative sources regarding the strategic profile. The first 
step was the extraction of the citations made by the 
companies’ managers. The other types of information 
were treated in the same way. Different sources were 
compared with each other with the goal of verification. The 
gathered information was sufficient to fulfill the objective 
of the collecting process: the compilation of strategic 
profiles of the companies. The companies had the 
opportunity to comment upon the compiled information. 
The external validation was verified throughout personal 
interviews 
4. THE RESEARCH CONTENT  
Firstly, the implementation concept or establishment of 
the mobile telecommunications operators on the market 
from Romania contains valid components for the 
perceptions of two types of barriers of entry: the 
gouvernamental legislation and the needed capital for the 
investments in infrastructure to strengthen the market 
position. The strategic competence of the business is 
linked to the business and the market experience. The 
entering strategies focuse on the entering ways.  
In September 2002, the legislative power in 
telecommunications (ANRC) was established, making 
efforts to realize an effective implementation of the new 
European legislative frame for the electronic 
telecommunications, a stable legal environment to 
encourage competition and stimulate investments. The 
E.U. directives were adopted and the authorizing process 
was simplified. The first year of liberalization meant the 
highest growth in the subscribers’ base within the mobile 
telephony, reaching 2 million. The year in which the mobile 
telephony subscribers grow from 2 million to 7 million, 
came with another paradox – the CosmoRom 
banckruptcy, the first one throughout the GSM operators 
from Europe and maby from the world. Other reasons for 
this banckruptcy could have been the lack regulation 
mecanisms on the existing markets and the existence of 
some imperfect mecanisms. The telecommunications 
liberalization appered in an inadequate moment in 
Romania, on the basis of the telecommunications global 
crisis, which led to the reduction of the investments in 
telecommunications, aggravating the financement.  
Beginning with 1997, when the GSM900 operators were 
launched, the land and mobile telephony were competing 
on the same market. România is the only country from 
Central Europe in which two mobile telephony operators 
(Connex and Orange) owned at that time 96% of the 
telecommunications market. Usually, in Central Europe, a 
third operator owned over 15% of the market place. This 
was possible due to the GSM900 operators’ 
performances, a favorable environment, the attempts of 
Telemobil to relaunch its services, the delicate situation of 
CosmoRom and the legislative frame. Despite the very low 
costs, the high tarrifs from the mobile telephony prevent 
competition, the small companies becoming smaller on a 
medium term. 
România delaid the mobile telephony reform too long, the 
result being the weakest infrastructure from Europe, 
creating a lack too big to be rapidly fulfilled. Currently 
there are 993 rural places without mobile telephony 
coverage.  
Due to the European Directive 2002/22/EC, the member 
states have to make available telephony services to the 
final users on their territory, regardless the geographical 
positioning. For România, this means the installment of 
mobile telephony networks in all the places where there is 
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no telephone connection. Comparing Romania with the 
European Union’s telecommunications infrastructure, we 
can find significant differences due to the general 
economic conditions and the late reforms. A common 
feature of all the countries from the Eastern Europe, 
including Romania, consisted in political preasure to 
mentain low tarrifs, what prevented the national operators 
to rapidly extend their network. 
The strategic competition for a certain corporation is 
composed by the approximation of its businesses with the 
original central business of the corporation and its market 
experience.  
Figure 2 shows the classification of Romania’s operators, 
regarding the link and experience on the market. The link 
is covered by the information on the mobile telecommuni-
cations network coverage and the original central busi-
nesses of the corporation, whereas the information re-
flects the experience on the market from Romania. The 
operators which established before 2002 are named 
„early entrants”, whereas the companies that entered on 
the market after 2002 are named „late entrants”. 
4. REASEARCH RESULTS 
The next step consists in the identification of the mobile 
telephony groups from the Romania’s market. These 
groups follow the specific of the business strategy 
combination (concentration, divergence, standardization 
and adaptation) according to the strategic states model.  
Figure 3 presents the strategic states of the network 
operators from Romania in the year 2009. When it comes 
 
Links  Market experience




operations are part 
of the original 
central business of 
the corporation  
 
1993 – the Telemobil service (Telefonica
Company) => 1999 – SanTel Service 
(Telemobil Service) => 1999 – Zapp 
Service (Inquam Consortium) 
 
1996 – Dialog Service (Mobil Rom Company) 
 
1997 – Connex Service (Mobifon Company) 
 
1998 – Cosmorom Service  
(Romtelecom Company) 





2003 – Orange Service (Orange Romania Company) 
 
2004 – Vodafone Service (Vodafone Romania Company) 
 
2005 – Cosmote Service (OTE Company) 
The operations are 




  2007 – DigiMobil Service (RCS&RDS Company)
 
Figure 2. The classification  of the operators from Romania depending the links and market experience 
 
 
Figure 3. Strategic states of the operators on the Romania’s market at the end 
of the year 2009 
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to the personalization degree, we have classified the 
operators depending on the available information. 
The mobile telephony operators using the GSM, 3G and 
NMT technology are localized within the strategic state of 
divergence and adaptation (Group D).  
The Cosmote Company’s operations are part of the 
corporation’s original central business, focusing both on 
physical and juridical persons. The competition is based 
mainly on price. The services at low prices attract the 
clients with a limited budget, but they can be interesting 
for those that buy important quanities. The client has to 
understand that he does not associate the price with the 
quality. The operator has to associate the fact that all the 
costs linked to the sale allow obtaining advantages. Some 
enterprises of services based the entire strategy on the 
low prices leadership, as it is the case, for instance, of the 
mobile telephony operator, Cosmote.   
Besides low prices, an efficient distribution is crucial for 
the operators from the group B. This is mainly due to the 
varied clients. Following this strategy, Cosmote reached 
3,6 million clients in December 2007, 4,1 million clients 
in march 2008, and 6 million clients in march 2009.  
The company RCS&RDS is also focusing on low prices. 
Besides Cosmote, this company didn’t had mobile 
telecommunications as the organization’s central original 
business, but data transmission and Internet. It launched 
the 3G mobile telephony at the end of the year 2007. This 
explains the clients’ base of only 1,35 million in March 
2010.  
The operators from the Group D address both to the 
physical and juridical persons, interested not also in 
telephony, but also in broader telecommunications 
solutions.  
In their effort to adapt the services to the needs of 
different market segments, the mobile 
telecommunications companies Orange and Vodafone put 
into practice a great number of subscriptions types, which 
prevent any comparison between the operators. These 
subscriptions can be international, European and 
national. Their price varies depending on the number of 
minutes or hours included into the package. The minutes 
extra to the package and the calls towards other operators 
are very expensive. Certain subscriptions allow unlimited 
consumption during peak hours. Some family 
subscriptions allow the parents and children to use a 
mobile telecommunications package including several 
phones, with the condition that the total amount of the 
used minutes doesn’t exceed the monthly subscription.  
Another alternative is brought by the pre-paid subscription 
which gives the consumer the possibility to buy a 
telephone and communication credit when he consideres 
necessary. The communication time can be calculated 
from the first second and the written messages can be 
included into the package. 
According to an ANRCTI analysis (Mihail S., 2007:29), a 
majority of the mobile telephony users has no ideea of the 
subscription’s composition, due to the complicated and 
varied offers and tarrifs.  
The Orange Operator was commercializing voice services 
for pre-pay cards in 2007, using seve tarrif plans, each of 
these having between four and six tarrifs for the national 
calls. For the subscriptions, the same operator was 
offering in 2007 national voice services with 26 tarrif 
plans and, for almost each of these, proposing one to four 
combinations for 12 extraoptions which could be 
associated to these tarrif plans. However, many of the 
extraoptions were commercialized at different prices, 
depending on the subscription value, whereas every one 
of the 26 tarrif plans had at least two different tarrifs for 
the national calls. Taking into consideration the fact that 
Orange Romania owned the highest market part, with a 
turnover of 1,234 million euro in 2007, either the clients 
of this operator were not disturbed by the high variety of 
offers, or the price didn’t have the highest importance for 
them.   
According to a representative of France Telecom Group, 
the clients from Romania are the most informed and pay 
attention to costs. This type of offer was especially created 
to favorise the clients’ flexibility. From the resulted sales, 
this approach was a success, compared to the period 
when Orange operator had a limited number of 
subscriptions.  
On the 3rd march 2010, Intel and Orange signed a 
strategic agreement to offer multimedia Orange services 
based on the Intel Atom processor, which facilitates the 
rapid development of an entire range of intelligent 
dispositives, similar to PCs and new mobile services.   
„75% of our client’s base will adopt the mobile Internet. 
As the clients dispose of a greater number of telephones 
and operation systems from whom they can choose, it is 
our duty to assure that the entrance of our clients in this 
mobile multimedia environment is simple and easy.”, 
states  Yves Maitre, SVP Devices, Orange Group in Mobile 
Communications, 04.03.2010  
Orange Romania launched on the 4th March 2010 the 
land line service for home and office. The fixed telephony 
users have access to a varied range of supplementary 
services: Vocal Messagery, Crons (costs verification), 
waiting call, call on line, number identification, identity 
restrictioning, messagery, my account.  
For the Vodafone Company, physical and juridical persons 
present the same importance. Those types of clients are 
proposed a number of large services. The Group’s 
international growth was accomplished throughout 
alliances and acquisitions. As a response to the 
competition, the company extended the markets from 
geographical point of view and developed services so as 
to generate incomes. 
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The Orange, Vodafone, Cosmote and RCS&RDS are 
following the same direction and focuses on data services, 
large band services, segment with the highest potential of 
development.   
The differentiation, within a mature market is made 
throughout innovation and quality, as the operators state. 
The users choose their mobile telephony operator 
depending on criteria such as: communications needs, the 
quality of services offered by the operator, the usage 
experience for the products and services, the network 
coverage and the brand’s attraction.   
„Traditionally, on the voice services’ segment, the 
competition is the most powerful, because these services 
still own the highest part in the telecommunications 
companies’ incomes. From now on, the competition will 
move in the area of the quality of services offered to the 
clients, because in Romania, the tarrifs reached one of 
the lowest lines at an European level”. (Thierry Millet, CEO 
Orange Romania, Financial Journal, 19 march 2010) 
The Cosmote operator mentions that the competitivity 
elements, the constant launch of products and services, a 
good network that correspons to the specific needs of 
every operator, a good relationship of the client with the 
operator, an extended distribution network that assures 
the clients an easy and rapid access to the operator’s 
products and services and a generous fidelisation 
program are very important.  
Crucial for the competition on the communications market 
is the fact that the participants to a public 
communications network can connect with eachother. 
Thus, every operator has to ensure the interconnection 
with other operators. One of the most important aspects 
for the new providers and competition is represented by 
the price and interconnection services 
Beginning with 2011, ANC intends to establish 
symmetrical tarrifs for the termination services of the calls 
for all the mobile telephony operators on the basis of an 
efficient potential operator. The symmetrical tarrifs will be 
established on the basis of a new model elaborated 2009-
2010. For the establishment of such tarrifs the authority 
declares that will also take into consideration the 
influence of some independent factors, such as: the 
allocated spectrum services. For instance, the tarrifs 
proposed for this year are asymmetrical. 
A competitive price politics is considered to be crucial for 
the implantation within a telecommunications market. The 
low prices for the local and international  calls and the 
prices reductions for the clients that consum a high 
volume represent competitive measures that the 
operators use them as marketing techniques. However, 
the belief in the network technology represents another 
advantage that the competition is basing on. 
The intention of Cosmote and RCS&RDS is to offer 
telephony services at low prices. But low prices imply a 
high volume of consumption, that’s why these operators 
expect a rise of the clients’ number.  
The distribution represents the second variable of the 
competitive edge. The operators closely cooperate with 
providers’ chaines. The companies control, on one hand, 
the construction and distribution of the telephony 
services, and, cooperate with the independent distribution 
chaines, on the other hand. 
The Figure 4 resumes the discussed exemples regarding 
the competitive edges in relationship with the strategic 
states model of Pehrsson. 
5. CONCLUSIONS AND FURTHER DEVELOPMENTS   
Within the strategic states model, the goal of a company 
on the market is specified by the „number of segments 
that the company wants to enter”, while the personnalisa-
tion represents an operation to adapt the segment. Thus, 
a conclusion to the study is that the strategic states model 
is also suited for the classification of the competition and 
for the identification of strategic groups. Thus, a company 
presents the ability to group the competition, to look for a 
position to defend itself and to develop its own business 
strategy following the strategic states model.  
  Table 1 
The interconnection tarrifs of mobile telephony operators and the decrease proposed  
for 2009 and 2010 (in eurocents) 
 





2010  1 January 2011 
Orange, Vodafone  7,21  6,4  5,03  5,03  5,03 
A new model 
Cosmote  7,56*  8,20*  8,20*  6,4  5,67 
Telemobil  7,41*  8,01*  8,01*  6,4  5,67 
RCS&RDS  7,38*  7,43*  7,43*  7,21  6,4 
* Medium practiced tarrifs, unregulated 
 
Source: ANC, www.anrcti.ro, 2009 
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Any company that desires to enter this industry will have to 
survive the capital need regarding the infrastructure. Even if 
the operator tries to build its own network or to borrow the 
capacity, the need for capital is extensive. In Romania, all 
the four companies present on the market (Cosmote, 
Orange, RCS&RDS and Vodafone) own a 3G licence. 
Within the conditions in which the telephony service is not 
enough on a mature market, such as the mobile tele-
communications market from Romania, the operators 
have to focus on the divergence strategy combined with a 
high level of adaptation (personalization).  
Regarding the competitive edges, there is a pressure on 
low prices as a modality to attract mobile telephony clients 
from Romania. The competition throughout prices is 
intensive especially in the international telephony, cha-
racterised throughout standardization services, difficult to 
differentiate and many competitors. Moreover, the distri-
bution systems are crucial for the establishment of the 
conditions for the mobile telecommunications opera-
tors,such as those to attract either physical persons or 
juridical persons. 
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Figure 4. Competitive edges of the operators present on the Romania’s market at the end of the year 2009 
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